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ADMINISTRATIVE INTRAINSTITUTIONAL MOBILITY:

THE STRUCTURING OF GPPORTUNITY

Pasition changes are widely' regarded &s the primery means of csreer e&dvancement for
administrators’  in colleges and universities. In the form of promotion, a change of pesitions
appraximates an increase 1n earnings, authority, and status. Moregver, bacguse higher education
administrators tend to have 8 1ifetime tnvolvement in ong cocupation, meny expect prodress in that
caresr to continug within the bread domain of higher education, often within one igpstitution
(segaria and Moore, 1983). '

As promotions,? position changes ere one of the mest important orgsnizations! rewsrds. The
saltence of promoticns for administrative careers i reflected in the policies intended 0 enhance
internal career advancement 8t many large public universities. These policies are often directed
especially to the advancement of women and minorities. Position change within an organization is

not only crucisl for individual career advancement but also for meeting human resource Staffing

requirements.

Statement of the Problem
Position change is not a random event. 1t s & byproduct of crganizational staffing decisions (8leu
and Jussenius, 1976, Doeringer and Piore, 1971), and as such, the bolimm and procedures which
guide the staffing degisions creste e structure of opportunity for the persons within the
orgenization. In recent yesrs a body of literature hes emerged regarding how women and men

1Those individuals whose assignments require broad operaticnal knowledge and permit
considerable independent action either in supervising a department or solving complex poticy
issues.

21t is rare in organizations that position changes are demotions ( Kanter,1977). in the majority
of moves, persons petain or increese their status and rewards. Using pay range as criterie, less
then 3% of the position changes can be considered demotions. However, although it is recugnized
that the vast majority of these moves are promotions, the more general descriptor, pesition
change, will be used in this study.
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advance in the edrainistrative renks in higher education. Seme suthors have fecused on ndividusl
career histories producing essential information-sbout individual cereer paths which indicates
thet most administrative caresr edvancement occurs through intrainstitutional mobility (Kuh,
Evans and Duke, 1983; Moore, t 983; Segaria and Moore, 1983). However, the litersturs hes not
yigldsd infor mation about an individual's chances for mebility or the axtent to which ones’ chences
vary by gender and race.  Other suthors have exemined individual strategies of cereer
advencement and emphasized thas impertance of sponsorship (Moeore, 1983; Kanter, 1977), and
scerual mobility--the creation of new pasitions through individual initistive (Miner and Estler,
198S) to one's caresr progress. However, career strategies such as sponsorship o scorusl have
not been examined 83 mechanisms embodied in organizational policies and decisicn-making
practices. 1n order to understand the extent of individual oppertunity, we need to consider the
structure of opportunity in which it ocours. Thus, we need to examine pesition changes within an
employing crganization in which alt decision-making practices are guided by the same personnel
policies and criteria such as salary end classification levels to assure consistency in the meaning
of job titles. "urther by analyzing policies, emblwment practices, and mobility within one
organization, we can exemine directly the opportunit\',f structura opereting for employess as well
as the influence of the sty-ucture in shaping career outcomes.

This resesrch examined the structure of oppertunity for siministrative staff members within 8
lerge academic organization. The study wes dasigned to describe the organizational configuration of
adminiétrative positions and position vacancies, and to dotermine tha sffect of the personnel
policies end decision~making practices on rate of position change for different groups of
administrative staff within a large, public resssrch university. Three qusstions guided the

research:

What is the organizational configuration of administrative pasitions and position
vacancles?




How do the personnel policies and practices regarding Internal and externat
eppointments, sponsorship, and position creation influence Mability for administrative
staff members?

How do the personnel palicies And practices regarding spansorship and position

creation influence the represeritation of women, men end minorities within the
organizational configuration of positions?

Conceptual Perspectives

Traditional expisnations of occupetional opportunity or mability have been groundsd in &
functionalist psrspective of stratificstion. This perspective posits a competitive matching of
particuler positions with the skills and training of job seexars (Parsons, 1940). Thus, position
changd within an orgenization is viewed es 8 rationsl process whereby all eligible employees
compete for all position vecencies. T.ie functionalist epproach essumes an copen, competitive
procass in which employers have complats srd eccurate information about those seeking positions
gnd position seekers have complete and accurate infermation sbout vacarcics. The assumption of
full knowledge hes been questioned directly (Granavelter, 1974), end the notion of an open,
compstitive matching process has besn challenged by a number of structural theorists who have
grqued that differsnces in mobility are a resuit of the structures of opportunity within
organizations (Spilermen, 1977; Kanter, 1977; Ortiz, 1982; Rosenbaum, 1981). This study
builds upon these antecedents and examines the influences of policy and practics upon the mobility
of administrators within a higher education organization.

The concept of a structure of opportunity is especially well suited for examining the career
mobility of higher egucation administrators because internal institutional position change hes
been the predominant mode of mobility (Segaria, In press). The structurs of opportunity of s
higher education organization is of special import for understanding careers of women and
minority euninistrators becauss they are more likely than white males to build their careers in

one organization (Moore, 1983). Furthermore, they are less likely to have access to s many




career advancement opportunities or kinds of positions &s their male and non-minority

counterparts (Frances and Mensel, 1981 ; Moore, 1983).

Structure of gpportunity: organizational cenfiquration

With fev/ exceptions, in the 1iterature on administrative groups in organizations {Resenbsum,
1979 and 1984; Ggertner, 1980; NooréandSagaria, 1982; Sagaria and Moore, 1983), missing
1s the consideration that, to a considerable extent, opportunity for mobility reflects decisions of
employing organizations as guided by policy and procedure. Yet a8 grawing body of theory end
research in aocupational soclology, SUgOests that caresr advencement and job mobility for
employees are affected in tmportant ways by the structure of opportunity within organizeilons.
Classifications associated with Jobs, hierarchies of jobs, end staff movement from one job to
another (White, 1970), number of job levels, distribution of Jobs &t verious levels, the crestion
and elimination of jobs (Sorensen and-l(alleberg, 1981), as well as specific personnet policies
regarding careers (Rosenbaum, 1984) govern the career advancement of employess.

HMoregver, the very shepe of the orgenfzational cenfiguration of positions influences the
opportunity for position change. in this study we operationally define the structure of opportunity

as the organizational policies end decision making practices governing internal position chenge.

Palicy and practice over time produces an orgenizationat configuration of positions which 1S the

context for mobility. The ‘dlstﬂbution of positions within the configuration 1s an indicaior of

outcomes of past practice; the distribution of position vacancies providss an overview of ths

opportunity for position change wiinin the orgenization. It is within this ordenizational context

that decision making practices regarding individual position changes must be examined.

Structure of oppertuntty: individugl degicion making aractices
Policies and decisions are formulated and implemented by individuals within the organization;

simply stated, orcanizstional behavior 15 collective human behavior (Schneider, 1983). Thus,

7




5

understanding the structure of opportunity requires ideritifying the behsvior and practices of

individual dzcis1on makers which comprise the structure ang 1ts conseguences.

Granovetter ( 1981) argues thal the neglact of the process of matching persons to jobs 1s a major
defect In both soclological and economic theorstical explanations of differences In occupstional
mobility. He moves beysnd traditional theories of sigraling and sesrching (Spence, 1974;
Stiglitz, 1975) by positing that thess ere not sequential activities, but rather that both the
employer and employee may (or may not) be searching or signsling. For exempls, neerly a third
of his random sample of professional, technical, end meragerial job changers Jenied having
carried out any active search (or their current position {a percentsge which was strongly related
to income: the higher the salary, the less Hkely the individual searched for the position). Ancther
gxemple of the complexity uf the person-job matching process 1s the high incidence of employers
who created positions only because thay hed identified a person why they considered particularly
sppropriate {or the work. |

Granavetter conceptualizes the person~job matching process as an information problem in which
neither the employer or the empioyee hss complete information with which to guide decisions. He
found thet both employers and employees prefer information derived from personal contacts s
they consider this information to be less costly in time and energy to scquire and of higher quatity
then information obtained from impersonal sources. Thus, Graaavetter srgues that traditionsl
examples of signals, such s egucational credentials, &re not the main conveyor of informaticn for
employers. Employers prefer to rely on personal recommendations of persens they know. Since
there are typicatly lerge numbers of people qualfied for positions In terms of traditional
qualifications (such as education or experience), persongl recommendations provide a means of

scresning which is more certain and less costly than that based on paper credentials.




.

These findings have relevance for examining mobility within a higher education orgenization
because they suggest an explanation for Internal position change that moves beyond human
resource Staffing needs to the means employed by individual decision makers to enhance their
selection decisisng. His findings suggest that when faced with matching @ person and a job, the
hiring official is likely to rely upon candidates known (or recommended by someone personally
known) to him or her rather than reMrig upon paper credentials, The extent to which cne is
personally known to ths hiring officials influences one's ability to move, or stated differently, the
extent to which individuals are known influences the way in which the structure of upportunﬁy
operates on behalf of of those 1ndividuals.

Furthermore, the likelihood of Deing personally known or recommended differs for different
groups, such as women, men and minorities. Orgenizationsl studies indicste that managerial
promotion decisions are often based on who 1s perceived to be trustworthy which often is 4 matter
of who 1s perceived to be like one's self (Kanter, 1977)'. The higher the tevel of the position in
the orgmizatloh, the more difficult 1t is to characterize the skills and abilitles necessary for
success; beyond basic quatifications, the more lkely 1t is that trust and discretion ere important
to those striving to {111 a position of considerable respensidility in an organizatiun. Furthermore,
the use of contact networks and sociat status becomes more pronounced in those work settir_rgs in
which performance is most difficult to assess (Pfeffer, 1977). Evidence of trust and discretion
are not casily found in paper credentials; rather decision makers turn 10 persans known 1o them
or perceived to be like themselves to fill important positions. Being percelved appropriate on
personal factors and being known 1o the decision maker or known to someane the decision maker
trusts often become the criteria for selection. Commen origins and experiences tend to be used as
indicators of personal similarity, and therefore, trustwortiiness. Thus, there 1s a tendency for
decision makers 1o reproduce themselves (termed homesocial reproduction) when they seek to fill
positions which are not easily characterized by specific skitls and abilities (Kanter, 1977).
Ascribed characteristics, such as gender or race, are often the obvious characteristics to be
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reproduced. This is reflected in higher education In which the criterta for administrative success

ara often amorphous. For example, arter an initial screening for educational background and
professional experiences, hiring decisions for meny edministrative pesitions often depeno upen

leadership skills of ability to work with others (Sagaria, 1985). The difficulty in evaluating

such qualities results in subjective assessments of ease of communication or personal comfort

with the tndividual-—assessments which inay be mere a result of commonality of bsckground and

experience than of requisite skills {or the positien n question.

In addition, the practice of reproductng one's self has consequences {or wemen and minorities in
higher educatton because white men hoid ths vast majority of the administrative pasitions. Thus,
to the extent that personalized decision meking or homoscclat raproduction are operating in a
parttcular &ttirﬁ, the strycture of opportunity wtit giffer (or men, women a8nd minorities. This
is not to say that only internal moves will be influenced by these practices; clesrly, persons who

are external to the institution may be known, or personally recommended also, 1n (act, the extert
to which persuné internal o the institution make position changes relative to the exient pestilons

are {1lled through external recruitment 15 on8 function of the structure ¢f opportuntty within the
organizetion.

Furthermore, the extent to which pesition vacancies are filled Internally is considered one {act( ™

in determining whether the orgenization recrutts from an internal labor market (Althauser and
Kalleberg, 1981). Theexistence of an internal market in a particuler organizational setting may
be «xemined by the degree to which current employees are protected {rom external competition
and the degree to which entry into the organization fs restricted to certain (low) administrative

levels. Thus, the psttern of internal appointmests to external appeintments reflects the outcome
of policy and practice which hae direct bearing on the opportunity for individuals to move within
an inpstitution.




Structure of opportunity: the practice of sponsorship

Another practice shaping the process of Intrainstituticnat position change is sponsorship. Turner
(1960) explicated the classic conceptualization of sponsgrship using ldeal-typicel patterns nf
upward mobility characteristic of British and American schooi systems. He differentiates between
what he labels 85 sponsored and contest mobitity. Sponsored mobitity is described as a System In
which Individuals are chosen for pasitions on the bests of individual merit es percelved prior to
competition for any perticular position or in liey of competition. Contest mobility 1s descrived ss
a sysiem 1n which individusls compete 1n an open contest for a given position which 1s awarded on
the basis of individual merit as perceived at the iime of the competition. Thus, In open contest
mobility indivicuals are setected f‘nr thetr qualifications relative to others who choose to compete
for the same nosition, wnile in sponsared mobility ihe selection 1S mads without regsrd to other
possible applicants but rather In terms of the potential of the Individual 8s percetved by asponsor.

Sponsership 15 one aspect of the more brosdly defined mentor-pratege relaticnship; that is,
sponsorship occurs when an individial in @ position of influence recommends or promotes an
individual &S a Qood candidete for & particular position. As en individual cereer strategy,
sponsorship 1s seen as important to career success ang mobitty In a variety of orgonizational
settings (Hennlg and Jardim, 1'9?7,' Merriam, 1983), and In fact, hes Desn identifted &s @
prevalent mode for administrators’ mobitiy (Moore, 1983). Sponsorship, 68 used here, may or
maﬁ 1ot be a function of a complex mentor-protege relationship. The edvantages of sponsership
vor the one sponsored include career cosching and access to positians or decision makers which
might not athervise be pussible through ordinery channels. With few exceptions In the higher
education Iterature, the advantages of sponsorship to the sponser or to the organization has
received 12ss attention In the Itterature (Moore, 1982; Meore and Sglimbene, 1981),

Sponsorship of an individual for a position within an orgenization is potentially beneficial to both
the sponsor end the organization. Assuming that sponsorship is based on knowledge of and trust of
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ancther , spensor 1ng 1s means of providing velued information in the person-job matching process
(Granovetter, 1981). Sponsors provide personalized information which 1s more highly vatued
for deciston making then what other candidates offér in papur credentials. For the orgenization. &
benefit may well be the efficlency of filling a position without an extensive search process
(Rosenbsum, 1984). The more effictent means of selecting employees for edvancement may be an
early ioantiftcation, selection, and grooming of those candidstes most Jtkely to meet the nesds of the
argenization. In terms of efficlency, this mev mean selecting candidates prior to posting job
vacancles, or more succinctly, sponsored mobitttly.

Sponsorship may also be viewed &8s the most.effective means of moving persons ‘nternally. It mav
serve 8s the most direct means of dealing with the preferezm for personalized recommendations
and the interest in identifying persons gne cin Yrust.  Sponsorship may result irom perceived
social similarily and homogenetty (Kanter, 1977), thus providing adirect opporwnity for one to
repraduce ong's self |- anatner position. Therefore, altnough slonsorship mey be perceived oy
individual dec'si™n makers 8s effiriently anc effectivel serving the organization by matching
persons and jobs, the consequence may be that women and minorities are less likely to benefit
from the pracitce of sponsorship because they are lesst lkely 10 be {dentified a5 sceislly and
personally similar to the potential Sponsors.

Stryctur tu ositi

Traditional images of internal pasiticn chenge suggsst that persens move frgm one prwviously held
position {0 enother (White, 1970). Although new jobs are periodicaily sdded w the °rray of
organizattonal posttions, they would be an aliernative to the standard approach for incressing one’s
responsibility by taking on a vecated position. Thus, 10 the extent then that new positions ere
crested within an organization, they represent an increase in the extent of oppertunity for

position change.
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One form of position crestioh within higher egucsation organtzation has Desn exemined &8s an
individual strategy for coreer advancement. Miner and Estler {1985) identified evolved
responsibility or accruat mobility 8s an an alterﬁatlve process of pesition creation in which an
employes {trst accrues responsibility, skills, or knowledge in a current position which exceeds
normal growth in that position. The accrued chenges are then Institutinnalized by formally
recognizing the additional growth and changing tha titla, salary or job content--essentislly
creating a new positton for the employee who has reshaped the position. As an tndtvidual caresr
strategy, accrual mobility may depend upon the initiation of ths employee; however, it is
conceptuatized as a dyremic process involving both the employer and employes interacting over 8
period of time. Thus, cresting new poasttions through én accrual process requires crganizational
decision making which: in turn, suggests the need to examine the practice not only 83 an individuat
career strategy, but 8lso as a {unction of ths policies and practices which support position

creation.

Although research ives noi messured the extent of sccrual mobility; thers fs, however, sufficient
evidence to suggest that acerue’ mobitity accounts for some portion of the new positions which
arecreated. Thus, certain new posttions may be created to acknowledge or reward persons tn the
organtzation. Other new posttions may be created to meet specified organizationa] needs without &
particutar person in mind to (i1t the poasitien. Despite the motivation prompting the creation of
new positions, they provige s mesns for an orgenization to facilitate cereer devetopment and
advancement for employees, Research, however, indicates that the use of personal contects is even
more important in changing to new poasitions within en orgenization then previously existing
positions (Granovetter, 1974). The implication may be that orgenizations hold new positions tn
abeyance untit a person is identifted as sppropriste for the task or they may create jobs around
people. Thus, the practice of {illing new positions may be closely tled to the practice of
sponsorship: setection highly dependent upon personatized informetion and the perceived sociat and
personat similarity'of the candidate to the decision maker. Concommitantly, the practice of fitling

13

10




new positions may have similar implications for women and minorities: just as they may ba less

likaly to be sponsored (Kanter, 1977), they may be less 1ikely to be selected far new positions

and for the same ressons.
The Structure of 0 - in

Each of the mechanisms described (personalized information, homosocial reproduction,
spensorship and position crestion) may e viewed 8s highly personal, informal, serendipitous and
isolated practices. However, If the aglregate consequences of these practices produces petterns of
mabi ity which differ for different groups, such as women and minorities, then these individual
practice are shaping the opportunity structure of-the organization. 1f patterns can be identified,
then the practices are not simply dynsmics operating on an individual level, but in fact, comprise
a structure of opportunity within the organization. Thus, the present research examined the rate
of mobil ity and the Influence of specific practices on the outcomes of mobility of different groups
in order to explore the structure of opportunity s it enssted in one higher education organization.

Research Methodology

Data Source anpd Collection

This study investigated position change of members of the administrative staff in a large, public
resecrch university over a two year period (1983~ 1985). The case study method wes used to
explore In fine detall the manner in which one orgsnization structures cpportunity for its
employees through its policles and decision~meking practices. This university was well suited for
examining mebility in a large organization. During the 1984-8S academic year the university
employed 2,602 administrative staff employees. Furthermore, itS personnel policies regarding
hiring, internal position chenge, end benefils gre similar to many of the 10C resesrch
universities that employ approximately one-third of the higher education workforce (Piisko and
stern, 1985).

14
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Data from the personnel recards of the 823 admlpistratlve position vecancies filled by internal
candidateé cunstitute the data set. The population inciuded the principal adminlstratl‘ze officers and
senfor administrative end professional steff, and unclassified steff positions categorized into
sixteen salary ranges.3  The data set represents a supset of data gathered from the personnel
records uf the 2,297 egministrative position vecancles posted between 1978 and 1988
Demographic infor mation was purged (rom the institutionel datebase for all persons who had left
the institution prier to December of 1982; therefora; the most current two years were chosen for
analysts 6s these years afford the most completa deta. This two year interval represents @ period
of stabilty in the number of positiens unlike other years of significant growth or contrection in
positians, and this pattern of stability 1s projected to conitinue. Also snalysis of the data for each
year (not reported here) indicates marked stmilarity in pasition chenge for the two vesrs,
suggesting that this two yesr period Is eppropriately treated as @ single period.

Data concerning position vacencies were gethered from four sources: position postings,
compo~tt=s of pasition title clessification, peper files for each position vacancy, end the
institutional personnel datsbase. Data from original personnet files were retrieved, codified,
entered, verified and merged with computerized personnal data. The use of the demographic and
career records provided sccurste and highly credibte information.

The institutional salary structure was used to examine the distribution of positions, vacancies and
persons within the administrative and professional r&.nka (Table | provides examples of poasition
titles by salery range.) The office of personnel assigns to esch position a salary range derived
from a fermal {actoring system which tekes Into account six criteria of the position: knowledge,

3pepartment chalrperson, research assistant, post-doctoral researcher and 1ibrar ten positions
were excluded because their functional responsibilities are associated with faculty-research roles
more So than administrative-professional roles at the university under study. Also pasitions
within agricultural resesrch Units, health science units, and the university libraries were
excluded
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ski11s and abilities required, interpersonal relationships, supervision recelved and given, mental
demand, and responsibility and impest. The comprehensive System of factoring used to determine

Insert Table 1 About Here

the eppropriate range for esch pasition results in a hisrarchy of positions based on relative salary
range. Although salary rangss overisp, there are qualitative differences between each designated
range. This system of positions is consistent with descriptions In the lterature of wetl-defined
structures of positions which have esrnings assigned to them; thus, the esrnings are considered 10
be independent of the individual occupying the posttion (Granovetter, 198 I‘; Dunlop,1957).
Therefore, the ranges are more then salery indicators; thay provide a hierarchical structuring of
the positions within the crganization based on the qualitstive asssssments of the formal fectoring
system.

Consequently, for purpeses of these analyses, the University salery ranges were categorized into
five administrative levels. Administrative level |, the lower end of the continuum, included ranges
S7 1059 and level |1 included ranges 60 to 62. Administrative level 11! included ranges 63 to 65,
and level IY ranges 66 0 68. At the upper endof the continuum, level ¥ Included levels 69 to 71
plus 00. These categories were developed efter considering the sslery ranges for edministrative
and professional staff positions, internal distinctions beiween unclassified end senior pesitions,
and the 8ssociation between the distribution of position vacencies snd total positions. 4

4Three primary considerations influsnced the category development. First, examining the
midpoint dollar value of each pay range, gaps were identified (see Technical Note V). Second,
categorization also reflects the institutional distinction made between unclassified ( pay r¢ s 57
to 65) and senlor level ( pay ranges 66 to 00) pesitions. Third, an examination of the distributien
of pasition vacancies by pay range indicated that categorization would not distort the analyses (see
Technical Note 2).
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Opergtionsl definitions
Four dimensions are conceptualized in this study as comprising the structure of opportunity. They

are operationally defined ss follows: Organizationsl configuration s the distribution of
administrative and professional positions and position vacancles by administrative levels.

internal and externsl appointments are ths two means by which any position vecancy is filled.
Current employees may apply as internal candidates for vecancies after thay have passed thelr

probationary perlod or within twelve months after being terminsted as a result of a reduction in
force. All other candidates ere considered to be external. Sponsored positions are those positions
in which &n individual wes‘ named &s under consideration prior to the posting of the position.
Although such positions are posted and are consider 1o be open for epplication to both internal
and external applicents, there are few other applicents end thuse who do epply are rerely
interviewed. In virtually every casg of spensorship, the person appointed is the person for whom
the position wes designated. Lestly, new positions include newly created positions es well 8s
reclsssified pasitions (chenges in the title, status, or salery range of a position resuiting typically
from 3 request from a depertment for an audit of the positien). All reclassifications are posted s
position vacancies open for application.

Data Anelysts

To i1lustrate the organizational configuration operating In this setting, descriptive data (number
and percentage) are provided on the distribution of adm inistrative positions end position vacancies
by administrative level. Additionally descriptive data are provided s to the extent of the practices
of internal end external eppointments, position changs to sponsored end contest positions, end
position change to new and existing positions.

To determing the extent 10 which intrainstitutional mobility differs for different groups, pesition
changes were calculated as ths number end percentage of white men, white woman and minorities
who changed fositions within the two yesr interval relative to their total proportions within the
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administrative and professional staff. An index of representation illustrates a distribution of
persons acros. an organization's reward structure which would be expected in an open and
competitive arens assuming equivalent qualiﬁcations in the aggrei;al& Thus, in this study the
index of representation iS a profile of how persons are distributed by gender and race by
sdmintstrative level relative to whet would be expected according to their total distribution.

Gender and race representation was calculated following epprosches used for age siendardization
(Keufmen end Spilermen, 1982). Thet is, if P g = proportion of persons who sre men (m) in

administrative level (8), and P o, = proportion of the tatal edministrative end professional steff
(+) whosaremen (m), then the index of representation for white men is given by:
I R na = P ma / P m+

Similarly, for white women the formula is:

Rwag =Pywa/ Puys

and for minaritiw:

IR mina = P mina / P min+

Thus, 10 the extent thet IRpg, Rya, OF IRming EXceeds 1.00, the referent group is
overrepresented in the administrative lavel (a); to the extent that IR, IRys, OF IRmp, is below

1.00, the referent group 1s underrepresented in the sdministrative level (a).

An tndex of representation was calculated for white men, white women end minorities filustrating
their representation 1) within the total administrative and professionel staff by administrative
levels, 2) their representation within position chenges by administrative levels, 3) their
representation within sponsored position changes by administretive levels, and 4) their
representation within new position changes by administrative levels—-in esch case relative to

thelr distribution in the total edministretive end professional renks. Total representation
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combing all lavals 1s assumed to subsume the effect of indlvidual differences. This assumption 1S
not mesnt to deny that Individual differences in ralevent gualifications mey account for some
differences In intrainstitutional mobility. HMer, to tha extent that differeinces in mobtlity
emarge as & result of the impact of practices upon various groups, then such differences would

call Into question the impitcit assumption that policies and practices operate equitably for ail
members of tha organization. '

The total distributton of white men, white women and minorities in the administrativa and
professional ranks was used as an aporoximation of potential cendidate pools for position
vacancies. All tnternal employees of the organization are aligible to compete for any other position
within the orgenization for which they qualify. Not all persons are qualified for al} pesitions, for
example, some administrative positions require faculty rank or tenure. Nenetheless, as 8 aroup,

the members of an administrative snd professional staff are a hightly qualifted group. At the lesst,
. the minimal quelifications for most positions include far more persons within an admintstrative
snd professional staff than thay excluds (Granovetter, 1981). Thus, the total distrtbution of
white women, white men, and minorities was used 10 calculate the representation of esch group
within ech sdministrative level and by position chenge practics.

Findings
To understand the structure of opportunity within which intrainstitutionat mobility eccurred
batween 1983 end 1985, we will first constder the organizational configuration. Distribution of
ail administrative and provessional steff positions by administrative level, the distribution of
internal  and external sppsintments to position vscancies by edministrative level, the
distribution of internal position changes by administrative level, as well as the distribution of
sponsored position changes and newly created position chenges Dy adgministrative level will be
described. With the total population of administrative and professional positions serving as
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baseline data, the distribution of white men, white women and minorities will be analyzed and
MNustrated according to their ingices of representation by administrative level.

Oraganizations) Confiquration: Positions by Administrative tevels. The distribution of pesitions by
administrative level provides an overview of the organizational configuration in which pesitions
are placed. As Figure 1 illustrates, 232 (6.38) of the total 3,691 adninistrative positions
which werg held during 1983-89 intervel, wers at admintstrative lavel 1. Most of the positions
fall into administrative levels 1\ end 11i: 1,224 (33.28) and 1155 (31.38), respectively.

Ingert Figure 1 Abcut Here

There &re 469 (12.78) positions st level Iy and 611 (16.68) &t level Y. The shape of this
distribution 18 of Interest as it contrasts with the widsly held notion of a pyramid of
administrative positions within higher education organization. The pyramid implies that there are
increasingly fewer positions for which o compete 8 one moves up the pay levels; nowaver., the
distributicn of positions by edministrative levels in this crganizstion conveys a structure of
opportunity strikingly different then that typically assumed.

. Of a total 702 position vacancies in this
two year interval, internal candidates were appointed to 57.18 (401) end externa) cendidates

 wereoppointed to 42.9% (301). The distribution of thess appointments varies by administrative

level as tndicated in Figure 2. The proportion of internal eppointments increases from 40.83
(20) at the lowest administrative level 1, 1o 51.7%8 (138) at administrative level !l to a high of

Insert Figure 2 About Here
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65.5% (169) at edministrative level Il. Administrative level IV is similar 8t 65.28 (45). The
proportion of internal candidates decreases 1o 49.23 (29) at the highest administrative level V.
Thus, the extent of internal appointments relative t0 external appointments does not consistently
afford protection for current empioyees from external competition. Rather, these fingdings suggest
that internat candidates have a proportlonately better chance of changing jobs at middle
administrative levels than at the top or bottom. The chances of an internal sppointment versus an
external appointment are tess Hkely at the highest administrative level--tha reverse of a pattern
implicit Iﬁ descriptions of organizations protecting thetr employees by restricting thelr
recruitment to an internal labor markat (Rosenbaum, 1985; Althsuser and Kaileberg, 1981).

The distribution of the position
chengss made internally by administrative level provides snother view of the organizational
configuration that structures opportunity within an orgenization. The shepe of this distribution
does not mirror the distribution of positions by administrative level. Rather, as Figure 3
indicates, most posttian changes within the fnstitution sre Tocated 10 the mig-Tlevel positions. The

Insert Figure 3 About Here

vest majority (76.0 percent or 294) of the 382 positions filled by internal cendidates were in
sdministrative levels 11 =nd 111, at the lower and middle range of the administrative position
continuum. Positicns In administrative levels IY and Y, the senior level positions at the high end
of the continuum, accounted for 18.9 percent (72) of the pasitions fitled. Lastly, administrative
level | at the low end of the continuum accounted for the 4.2 percent ( 16) the smallest percentage

of position chenges.

gl. Sixty-six
percent (252) of the totel number of positions filled were sponsored positionsand 34.0% ( 130)
were open contest positions.  The proportion of sponsored positions incresses with the
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administrative category. The higher the agministrative lavel, the greater the proportion of
sponsored Positions and the less the proportion of open contest positions (sec Figure 4). For

Insert Figure 4 About Here

example, &t level | 25.08 (4) of the positions are sponsored, in contrest to level V where 74.1%
(20) of the vacant positions were sponsored. These data suggest that the higher the salary,
prestige and status of a position the more 1ikely an individual 13 chosen for Such 8 position without

el Some 67.58 (257) of
the positions filled internally were new positions end 3252 (124) were previously existing

positions. The largest proportions of new peaitions filled internally ere at sdministrative levels

Insert Figure S About Here

It and i¥, while the largest proportlons of existing positions filled internslly are st
administrative levels | and ¥ (see Figure 5).

Distribution of Positions by Administrative Level, Gender and Rece tn order to illustrate the

proportion of white men, white women end minorities by administrative level relative to their
distribution in the total administrative staff, indices of representation were calculated (see Figure
6). When we examine the over~ and under~ representation of each group by administrative level
from the basetine of 1.0, the petterns are striking. Both white women end minorities are

Insert Figure 6 About Here
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overrepresented 8t the two lower admintstrative levels end underrepresented st the two upper
administrative levels. The representation of white men is the oppesite; white men are
underrepresented at the low end of the admintstralive level continuum &nd overrepresented at the
top three administrative levels. The distribution of white men, white women, and minorities by
administrative level illustrates the outcomes of past recruitment and promotion practices. The
patterns of white women and minorittes are strikingly similer. White men clearly enjoy an
egdvantaged posttion within the organizational configuration.

when we examina the position change by administrative level for white women, white men, anti
minorities, the indices of representation indicate that white women and minorities are
hightyoverrepresented n position change eccurring at administrative levels | and |l and
underrepresented at agmintstrattve levels 1Y and ¥ (see Figure 7). White men's indices reveal the

Ingsrt Figure 7 About Here

inverse: white men are highly underrepresented at the lower sdministrative levels and
overrepresented at the higher admintstrative levels. Patterns of mobility clesrly differ for whtte
men, white women, and minorities, and the difference in oulcomes weork to the disadvantage of

white women and minorities.

and Rece. When we examine the posit'on
chenge to spomsored posttions by administrative level for white women, white men, and
minortties, the indices of representation thustrated in Figure 8 tndicate an overrepresentation of

white women énd minortties at the two lower administrative levels and, for white women, an

underrepresentation at the two upper administrative levels. The minority index is irregular with
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an unusudlly high overr2pressntation at the lowest administrative level and a slignt

* Insert Figure 8 About Here

c-errepresentatic ot the top adminisurative level. 'White men's indices follow the pattern
esteblizhed abgve: underrepresented tn the lower adminisirative levels and overrepresented at the
higher levels. Sponsorship works o the bensiit of white men, and conseguently to the disagvantege

of wilte women and minorilies.

_ position Chang3s to New Positions by Gepder and Race. When we examine th2 position change to new

positiens by administrative level for women, Men, snd minorities, he indices of representation
- show .1e same consistent pattern with men underrepresented &t administrative levels ) end 11 end
overrepresented ai }Y and ¥ (see Figure 9). women show the reverse patters, end minorities tn
this case are gverrepresentes tn the lower edrinistrative levels and not represented at all in the

Insert Figure 9 About Here

higher administrative levels. The cirestion of new positfons within an organizstion serves o
henefl? the mabil'ty of white men, and consequently work to the disadvaritage of waite women and

minorities.

Summary and Diseussion
This study exsmitned the structure of crp:}ortllnlly for tniratnstitutional mobility of admintstraiive
staff memters within a large, pudlic research university. 1n higher education, administrators
build their cereers by changing positions; thus, their careers are shaped by the sirusture of
opportunity which exists within the institution. That is, the opportunity for position change is
influenced by the organizational configuration of posttions. Findings from this study contradict the




conventional wisdom that the sdministrative structure is shaped 1ike a pyramid and that it Is te
increasingly fewei jobs at the top which accounts for the Tew mobflity of administrators. The
bulge in this orgﬁnizatIOn is not at the bottom but 1h the middle. Moreover, a significent constraint
to intrainstitutiona! mobility in this setting is the practice of filling half (50.88) of the
positions at the top administrative level with external candidates.

Ttie mgjority of internally filled positions are not open to competition. Rather individuals are
sponsored thruugh a process in which they are not formally or openly evalusted for their merits
for filling a position. Further, the proportion of sponsored positions iIncreases with
administrative level. Over 708 of the positiens at the top three levels are effectively closed to
any candidates other than the person sponsored.

The efficacy of the structure of opportunity is striking when the mobility of white women, white
men and minoritles is compared. Using the total representation of white men, white women, end
minorities wltﬁln the institution as a base for determining parity in opportunity, 1t is cleer that
white men are overrepresented at the high agministrative levels and white women and minorities
gre overrepresented at the low administrative levels. Also, institutionalized practices such &5
sponsorship and posttion creation disproportionately benefit white men. While 1t could be arqued
that the total distribution 13 a remnent of past practice, the current policies and practices of
sponsorship and position creation are Institutionalized mechanisms which perpetuate
discrimination against white women and minorities.

This study extends end refines the concept of opportunity structure and operationally defines 1t
using institutional policy and deciston meking practices. The research offers an early direct test
of the structure of opportunity by leoking at position chenges as outcomes of specific policies and
decision meking practices. Further research should consider a direct examination of the

individual characteristics 63 wel] as the structural characteristics and their effect upon mobility.
-7 23
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Further, it {s necessary to explore other policies and practices, such s the niring of individuals
external to the orgenization snd the exit of emplovges from the organizatior. These considerations
will further enhance the understanding of the structure of opportunity in 8 given organization an¢
its impact upen diverse greups. Reseerch 1S also needed In other higher educstion organizetices
which explains the Impact of structures of opportunity across the varfous kinds of academic
nstitutions. Lestly, wark is needed that could translate the concepts and cata into Practical change
strategies for the benefit of highsr educat ton organizaticns and their employess,
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TABLE |

Aministrative Levels with Representative Position Titles and Ranges

Aministrative Pasition Salary Daltar
Levels Titles Rangs Range*
Desn
Y University Tressurer 69~71 & 00 49,260-58,500
Director ~Residence & Dining
University Registrar
v Sentor Computer Specialist 66-68 36,840-44,160

Mangger-Staff Development

Assoc. Dir. Financial Aid
"n . Assistant to the Provost 63-65 27,780-33,480
Area Coordinator

Administrative Associate |
I Graphic lustrater 60-62 20,880-25,140
Academic Counselor

. University Contract Aide
I " Supervisor of Transportation
and Messenger Service 57-59 15,600-19,140
Orientation Assistant

.

*Midpoint of lower level and Upper leve] Of the range. 00 level s an open salary level withoyt
fixed doliar smounts.




Technical Note 1

Administrative & Professional
1385-87 Pay Category and Range

Pay
Category

v

II1

1

Pay
Range
00
71
70
69

68
67
66

65
64
63

62

61
60

59
58
57

Minimum

44160
40560

37440

33720
31080
28320

25920
23760
21720

195680
18120
16560

15240
13920
12600

Maximum

72840
66480
61080

54600
50040
45360

41040
37200
33840

30600
27720
25200

23040
21000
18600




Technical Note 2

Position Vacancies Filled laternally or Externally by Pay Range, 1978-1985

. Total

; ' VYacancies
Year Appointment Pay Range Filled
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Figure 1
Administrative & Professional Staff Positions by Administrative Level: 1983-85
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Figure 3 :
Intrainstitutionatl Position Change by Administrative Level: 1983-85
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Figure 4

a0 Sponsored Position Change by Administrative Level: 1983-85
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Figure S

New Position Change by Administrative Level: 1983-85
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Figure 7
Position Chenge by Administrative Level and Gender & Race: 1983-85
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'-Spooi\sered Positicn Change by Administrative Level and Gender & Race: 1983-83
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Figure 9
New Position Change by Administrative Level and Gender & Race: 1983-85
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